
CHAPTER III

THE ORGANIZATION AND ADMINISTRATION OF
THE CENTRAL INTELLIGENCE AGENCY

The Satlonal Security Act of 19h7 does not sake dstafled. provision f'or

the orgcni. xation of the Central Intelligence Agency. It provides that the

Agency shall be headed bya Director of Central Intelligence and that he "shall

bs appointed. 'by the Presddent, by and with the advice and consent of the Sen-

ate, from among ths commissioned. officexs of the Arzed Services or from among

individuals in civilian life".

With one exception, noted. below, the Director f s free to organize the

Central Intelligence Agency as he chooses and, to appoint to positions within

ths organization persons of' his own selection, as roll as to tezmfnate their

employment without reo~ or nor~1 Civil Service prcceduree.

In this 'chapter we discuss the administrative organization of' the Central

Intelligence Agency, leaving f'or Chapter Xz when we have comploted ouz examf-

rzztion of tbe various activities of the Azzency, an appraisal of the over-sll

direction oz the oroanixation in relation to its assigned mf. scion.

In carryfug out his task of organizing the Central Intelligence Agency,

the Director has desfcncted as his iz..mdlate cuborclr" tes a Dep' 'I Dfzsctor

and an Executive Dlrectoz+. Assisting this directfzzg group in a staf'I cefacity

sro the Interdepartmental Coordirzting and planning Staf'f' {ICAPS)f the General

" Cez.eral Crder Iio. 11 of tNe Central Intelligence Aowncy, dated SePtembcr lh,
19AS, which ls to become eff'ective shortly,

'

abolishes the post of Ezecutfve
Director.



Couuse1 who handles all legal and legislative worh; the Advisory Coxuxcil, a

small staff which represents the Director in bamlling communications intelli-

gence matters; the Executive i'o Adxinistx*tion and, lhaue c. eut, in c=xow of

financial and budgetary cutters, aLminie+xative se~ces, supply and gecoxal

houeolecping, pezsonnel and mann-meant advice aud surveysl and the Zx cutive

for inspection and Security, respccsible for internal seel Mty pc'licica a'«-'

investigationsx physical security axraneenmnts~ inspections an" audits. (Zor

Organization Chart as of January lx 19ZO, sec Anuexx'No. 5).

The IntcrLopartaoniai Coordinating eni PIanning Staff {ICA.S), coupr' six"

Persons 'nOminateL 'by the Deyartrmnts of Statex Army, Navy aod Aiz' Poz'ce, hes

the pzdrazy responsibility for assistin" the Director and the Intelligence

Advisory Ccsxxittee with reenact to the coordination of intelligence ac ivities.
(See Chapter IV).

The other functions of the Central Intelligence Agency are perfo
—..cd in

five Officesw, ecch headed by an Assistant Dixmctor. These are the Office of

Renorts and Estimates (ORZ), Office of Srecial OPerations (OSO) x Office of
Policy Coordination (OPC), Office of OPerations (0!i)x snd Ofi'ice of Collection

anL Dissemination (OCD). A chart, showing the personuel. s+rength of the vsxioua

parts of the Acency as oi' December 24x 19KB is given in Annex No. 6.

The responsibility of the Central Intelligsncs Agency to wcorrelate and

evaluate intelligence x'slating to the national security" is assigned to the

Office of Reports and Estimates (GRZ). Rowever, as we will point out later,

(See Chapters 7 and. YI), a clear distinction bas never been made within the

s Ve understand that since this report was wri. tten steps are being tabac to
create a separate Office of Scientific Intelligence.
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telligence encl pcrformtng otter miscellaneous reporting activities shish cre

moro in the nature of "static" cmsmon service functions

The "operating" services of common concern which have bean ass1gned to

the Central Intelligence Agency are carried. out by three Offices. The Office

of Scecisl Operations is responsible 1'or foreign espiorage and counter-oepiccsge

{See Chapter VIII). The Office of Operat1ons is charged uith the exploitation

of domestic contacts for foreign intelligence, the monitoring of foreign broad-

casts and the erploitation oi' intelllgcncs information 1'ound in foreign docu-

mantes prese and other publications (See Chapter VII). The Office cf Policy

Coordination is charged cith conducting secrot operations "'broad under a spe-

cial rnndate from the Iiational c curity Council vhich stipulated that tho As-

sis%mtt

Pdrector, Office of Policy Cocrdinations must be nominated. by the

Secretary of State, and that his appolntsmnt by the Director ie sub)eat tc

approval by the iiational Security Council. This i.s the only case, as nenticned

above, in vhich the National Security Council has prescribed internal arrange-

rents vithin the Central Intelligence Agency or limited the appointive author-

ity oi' the Director. (See Chapter IX).

he Of ice oi'Collecticm and Dissemination combines averiety of functions,

each somcvhat differently related to the over-all mie ion oi' thc Ccrfral In-

telligence Agency. It pcrfor - static services of common ccncern in that lt
compiles and rsiutains certain biographical, li'brary and other re ercnce mate-

rials. It also performs a coordinating function in handling intellioonce col-

lection requests oi tho Contr 1 Intelliconce Accncy cnd the other deZartr-nts.
Pirmlly, it peri'o-. .s administrative functions such as the reception and dls-

eeminatlon of decurtate and roports. (See Chapter IV).
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The administrative requiresmnts of an organization such as the Centzal

Iutcllig noz. Agan y, which carries ot 1 ox z' azg. oovozq aot1vit1es, v- u c

which arc highly specialized, cannot be exp cted to conform to corn'zl a&Znis-

trat1ve practice. The entize or~ration is, to some extent, affected by

special scc& ity z'equ1rez .nts, and these ars Znrttculcrly dii'z". icult to hsnlze

wi. th resp ct. to secrct intelligcncs and reluted occratlons.

It 1s for these reasons that ve are opposed to proposals 1'or increesing

the dcogrcc of admin1strctive cent clization in the Central Intelligence Agoncyz.

In particular, the adninistrative problezzs associe. ed with secret worb abroad

are o such an unconventional character that they need to be given speoial

treatment. (Sec below, ncx 116).

Administrative arrangements which do not, at 1'irst sight appear to be ef-

f1cient or ceonomical ray be necessary In the Central Intelligence Agez'. cy.

Perccnrml zz:qu1remsnts for certain types of worb cannot confozm to ncrzml Civil

Service standards, and the demands oi'security often impose special and unusual

procsduzcs. This situation must bc understood not only by those responsible

for the intcrzml orc r1zation of the Central Intelligence Agency but also 'by

Congress and the Bureau of thc Budget.

The charge 1s sorstimes made that there az s too mesy administrative person-

nel and that the Ceatral Inte111pence Agency organization is top hcavy in vnis

respect. The Executive for Administration zuul Management and. the Executive for

s General Order Mo. 11 provides for the centralization under an Executive for
Adzzini. stration (forsmr Executive for Administration and bzsnagemcnt) of all
budget, sszvices, personnel and. management 1'unctions, both overt azg covert.
This smasurs iBz in our optnionz lzilsozzzld azzd contrary to the principles
advocated in this report.
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Inspect1on end Security todcther represent a larae nosher oi' personnel total

linS over 600 out of a total of. about, 3000. This fiSure does not include per-

sonnel perforzcing administrative functions in other parts of the orpanixattcn.

Bowever, redardless of the criticism directed adainst numbers, criticism should

be properly directed adainst policies and. procedures. (See Chapter I)

The Central Intsllidence ASsncy aciears to have no serious buddetazy

pzo'blcm cnd is favored by adequate Condrcssional ouppznt. The buddet proposals,

ss approved by the Director, are su'bmitted each year with the authorization of

the Rational Security Council to the Bureau of the Buddet where they are

handled by cne oi'fic1al «ho has full security clearance. Then the buddet is
supported before special sub-co~ttecs of the Appropriations Co-zittee of tce

two Ecuses of ConSress. Atter approva'L, arrandements are sade with the Bureau

oi' the Buddet so that, various parts oi' the buddet are appropz. lated to other

dcp rtaents. Thus, there is no cfi'icial appropriation to tce Central Intclli-

Sence Adcncyz but there are a numbez of separate blenhst and unidentified ap-

propriations to other departments, which act as the vehicles for transmittinS

the Cuzds io the Central lntollicence Acency.

]
Both Condress and the Bureau of the Buddet have re "rained from exaninirqi

in detail the internal worhinds of the Central Intcllidcnce Adency in order to

dcternuzc the Justification for t!&c 'tu1cct. It is irportent that such dis-

cretion end. security be continued and that special treatment 'bc accorded.

Bovever, 1n order to !ustify this, it is necessary that the I!ational Security

Council continuously as..ure itself as to the propor n. zedement and. oporations

o the Central Intelligence ASencyz eervinS as the inforzzsd sPonsor of the
'Adency ani ae the protector of its security.
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In s~y& we believe that the present arrangements 1'or handling zre

difficult ziuesticn of the budget foz the Central Izztelligence Agency are sound

and that thc Agency has no bcon hampered fn espying ou' itw present rasps»-

sib&&ities by lac' oi' funds.

Al&uvuugh there is no evidence oi' any lemcss in the administr t1ve az-

z»ugemmts for security, there ereanumber oi' circumstances encL policiec which

detract from the general security of the Central Intelligance Agency. It is
very difz icul& to cre &e adequate security, other than z&o o physical sso""ity,
around. an organization which was publicly created by statute, employs abort

three thoz-~ individuals& and, encompasses a wide variety oi' activities. The

fact that some of theso activities are carried. on 1s smatter of public record

the exfstence of others and paz. ticula ly operating details are highly secret.
Iet, by combining in a single orgu»izaticn a wide variety of activities, the

security of thc oovo t cotivitiec risks bei»g cu&pruulucd by Lhe lower stsrd-

ards of sec'-ity of the ove Z. act.ivit1es.

In the ZZaehiogton area, the Agency occupies about, twenty buildings, all
of wh1ch can bo roadily identii'1ed as 'buildings of the Centzal Intelligence

Agency. In various cities throughout the United States, the z egional off1ces

of the Office of Operatioru& conduct their business unior the name "Central

Intelligence Agency". Over two thousand individuals publicly 1dent1fy thea-

selves with the Central Intelligencs Agency which has uni'oztunately become

publicized. as a sec&et intelligence organizat1on.

Th1s seourity problem is an aftermath oi' the wartime period, w1th its
public drematizatioo. of espionage and other secret operations and. a rapid
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turnover of personnel. Intelligenco has becccm a sub)eat of general discus-

sion to v'h1ch the publ1cixing of inter-agency rivalries bas contributed. For

exemple, after the Bogota riots in April 1948 there sas a public airing before

a Congress1onal Committee of the handling of secret intelligencs concerning

developmonts in Colombia. Damaging disclcsuros vere made regarding certain

operating deta1ls oi' secret Intelligence activities conducted by t'he Central

Intelligence Agency. During the past year, there have bosn necspapor and.

magatine articles concerning the Central Intelligence Agency and its secret

activities abroad.

Lest further incidents of this character occur, every effort should be

de to prevent the publ1c disclosure of secret inforsmtion relating to the

operations of the Central Intelligence Agency. Urdei the Sationai Security

Act. (Section 102 (d) (3)), thc D1rector cf Central Intelligence ie rode re-

sponsible for protecting inteli. igence sources and. methods from unauthorised

dicclosv o. This m ndoto ap ears to givo the Director euthority to resist

pressure 1'or disclosure of secrot information.

If, hovever, in his relations vith Congress or vith other government de-

partments, the dicclosuro of secret informtion is sought from the Director,

and 11' he has sny doubt ss to uhether he should comply, it should be established.

practice 1'or him to refer Me question to the National Security Council 1n

endor th t it, =.ay d. '.e mice uh. t'cor or not disclcsrvro is in tho public iu'crest.

Ne believe that ot.her steps can also be tahen touurd an improvoment oi'

security. Thoro shculd be creator flezibility in the Central Intelligence

Agency's or~isation by dictinoxishing betveen those funct1ons which are

written into ths statute and hence are public snd Moss shoes emistencej and
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certaixdy whose operations, should. rexnfn secret. The tvo should be adminie

tzatively and functionally separatedr anrt appropriate concealment shoulL be

given to tbo socret. activities as disco*sad bolos. (Seo pag 116]

At. tne same t.tne, a serious endeavor should be made to reverse the pree-

ent. unfortunate trend vberein the Central Intelligence Agency finds itself
advertised alrcet exclusively vs a secret s-rvice orgvmixatlcn. It, sboutd be

preser ted Instead to the public as the centrelixsd coordinator of intelligence

This vould. help to cover rather ttmn uncover ite secret operat1ons. Even vith

these specif Jc steps, in ths lcmg run oni& cr~ixctionvl disoiplir. e and per-

so~ discretion vill ines e security.

P'TSVtdrbi

The Central Intelligence Agency labors under a difricult personnel prob

lerx, in part, because a comprehensive intelligence organisation such as this

has extremely va»led personnel iequfrecxrnts. It 18 handicapped in mestir r.

them because of t!ro sensitiVe security considerations which limit recruitmentr

the anonymfty vhich should properly be derrmnded of a large part of its pereon-

nel, and the special relationsh1ps which need to be maintained with tbe othe

branches oi' the Government. It needs Pe sons vith highly sPecialixed talentsr

as veil as pe sons with broad. exper'1ence. It also redutres persrmnel vho are

femiliez with tbe problems ot' the agencies vbioh th Central Intelligence

Agency serres 'snd with which it. vorks.

The youth of the orgenfxation arul the conditions ofcbange anL uncertainty

which have prevailed. In our central intelligence orgsnfsation dur1ng the past

f'ev years have made the tash of recruittmd and holding personnel even mors

difficult



Persons who might otherwise be qualii'led and interested Zn intelligonce

as a career have been discouraged from entering this field or have left
lb.

On the whole, morale within the Central Zntelligence Agency 1s not good.

The chief z'easons appeaz to be uncertainty as to the 1'uture of a caz ear in in-

telligence, the widespz'ead cr1ticism of the performance of tbe Central Zntel-
Vligence Agency and dissatisfact1on with leadership. Among the civtlians there

is a realization that military personnel who come and go occupy many oi' the key

'positions; and. among some of the military personnel there is often discontent

arising f?ou a lack of interest in intelligence and. a belief that a tour of
duty Zn the Central Zntelligence Agency will not lead to Service advancement.

Delay in obtaining security cleezances has caused. Particular difiiculty

in recruiting pezsouuel. Although the security of its personnel needs to be

belcnd question, procedures and. zeszrictions should. not be so zigid that secu-

rity is obtained only by sacrificing talent, imagination and init1ative.

There 1e a relatively h1gh proportion of Service perecrnel in key pcsi-
tfm in tho Centra3. intelligence Ag ncy. Altho'~ this 1'igMe hes deere sed

over the vast year, Service personnel still occupy the three top positions.
Zn certain instances, officers have been accepted for responsible posit1.ons

w'ho are without adequate intelligence ezpcricuce or aptitude. The e are the

further dzawbacks that Service personnel are in many cases assigned for a
brief tour of duty, preventMS continuity.

Zt ie, oi' course, import. uzt that highly qzmlified Service personnel 'be in
eluded in responsible positions where they cau use theM particular background



end training, anrl vo 1' f'a. the closer assocfat1on of the Central Intelligence

Agency and the Services. Howeverr we believe that the proportion of Service

pe. sounel nov fn kef positfcas fs too high.

In our terms of ref'erence, we ezc «eke.'I to submi our findings and. rec-

czmcnd tfrcns ae to the "utilfr tion end qrudfficatio. "ur of Central Intelligence

Agency personnel". It is difficult to zsv" aru sveopfr Judgzent on th1s

sub]est. The Cerrt el Intelligence Agency. 1c a large, sprawling orgniz t1on

vh1ch conbines r my diverse fur ctf one snd h" s corresporAfugy difficult person-

nel req 1rcra nto. Morern", th or«.n1vctfon has grown fast snd. , fn r: rny

cases, qcrntfty has been attained at, the expense of the quality of the person-

nel selected. Neny able per. sons have left the orfTnrfzation aud fsw qual ff1ed

ones havo been ettracterl to it. On the highs. levels, qrmlity is uneven and

thoro are fev persons vho are outs~fag irr intelligence vork.

An appr«fs«1 o tho directing persona -1 o the Central Inte111gence Agen-

cy and of gonerrr ad~rfetr«tive policies goes so much to the heart of th1s

Survey that, ve reserve discussion of these questions until a later chapt, cr.

(See Chspte. I) .

CONCLUS3X)NS ANO 1!NCOI f~!OATIONS

(1) The centralization of all administration in one office is undesirable

since secret operations require their ovn separate administration.

{2) The present amcngements far band1fng the diff'icult. budgetary qucs-

tfons of the, Central Intelligence Agency are souncL1y conceived, and the Afency

has not been bszrpered 1n carrying out its present responsibilities by lack of
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(3) To assist the Director in carrying out his statutory duty of protect

ing intelligendd sourced and methods he should, in cases where the disclosure

of secret information is sought from him and. he has doubt as to whether he

should comply, z efer the question to the National Security Council in order

that it may determine whethez' or not disclosure is in the public interest.

(k) In the interest of security, the Central Intclligcrce Agency should.

increasingly emphasize its duties as the coordinator oi' intelligence rathez

than its secret intelligence activities in order to reverse the present un-

foztucate trend where it finds itself advertised almost ezclusively as a secret

service organization. In this way it can help to cover up rather than to un-

cover the secret operations entrusted to it.
(5) The placing in koy positions oi' a lazge percentage oi' military per-

sonuelz zany of them on relatively short "tour of cuty" c, sz~entz tends to

discourage competent civilian personnel fran looking to employment in the Cen-

tral Intelligence Agency as a careez .


